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ISSUES
QUALITY OF ANALYSIS AND POLICY SUPPORT (second of 1s$ue5, after HF section)

The ‘worth of ihte]iigence is in the end-product we provide users,
of course. In today' S natioional security env1ronmmentcpthe qua11ty of
analysis and policy support must continually be a t&pug;1or1%§ for W
improvement. I have directed an intensive scrutiny of production progréms--

last fall in my review of the FY 1980 NFIP and throughout this coming

~ year in development of the FY 1981 program--for ways in which resource

augmentation miight have a significant impact on the quality

of intelligence analysis. It is not easy, however, to have a rapid or
broad1y effective resource impact on intelligence production. Dollars

and manpower help, but only up to a point.. NoJFére productivity increases
in ana]ysis as suséeptib]e to technological stimulus as the other aspects

of the intelligence process. Individual human qualities--intellect,

expertise and mbtivation-fand the imagination and relevance of our production

program, are the variables most critical to the results. [::]
Product quality 1§ fundamentally more a management problem than a budget
problem. Imprdvement invo1vés a number of comb1ex areas. Among them
are motivation of goed ana]ysts.to further increase their productivity,
and stick with analytical careers so we can benefit from fheir accumulating

experience and expertise; ensuring that analysts and production managers

alike stay in close enough touch with key po11cy users to make their

product directly relevant to thé most pressihg policy needs and decisions;

preservation, on the other hand; of enough.analytical time and expertise
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from ad hoc support to allow in-depth research and analysis of Tong-term
trends; development of good production managers in a culture where
individual analytical excellence is the principal performance criterion;
fostering interdisciplinary ana1ysi§ in a business traditionally built
primarily on highly skilled but narrow functional or area expertise;
comnunication of (inevitable) levels of uncertainty in data and analysis
and their 1mp1jcations for policy choices; and, not least, nourishing

in the expert, who has carefully developed a best estimate of his subject,

~a sensitivity to the unexpected, so that less Tikely trends or developments

carrying severe consequencess for US interests will be considered, and
their imminent surfacing sensed in time to provide occasion and support
for policy maneuverinnig to avoid or minimize those conseduences. [:::]

None of these dilemmas are susceptible to quick fixes, or
even to easy rationa]izat{oh. Our broad, long-range attack on them,
both within NFAC and.in other Community production offices, has“a number
of elements. |

Management : Lagt May NFAC created a small staff working full
time on the formu]ation'of'issues and programs germane to improvement in
the quality of inte]]igence broduction and analysis. This staff has
made a comprehensive inventory of NFAC's analytical skills to measure
current capabilities and shortfalls and plan a series of achievable
targets for improvemeht; has just-co%%]ggggéigcommenda?ions on analyst
repruitment and career deve]opment;i%ggnii béb%nn%;;mzé'examine 1eadersh1p

and organizational aspects of NFAC managemehtj Under the chairmanship

of my Deputy for National Intelligence, the interagency production

IT. Quality of Analysis (2)
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Steering Group for NFAC, INR and DIA is developing parallel and'complementary

programs to improve quality of analysis throughout the production community.

The NFAC skills -inventory questionnaire has been made available
to INR and DIA for their use in establishing similar targets and goals
for inclusion 1in ahlintegrated Community program. The USAF Occupational
Measurement‘Center is conducting, on behalf of IDA, a job analysis survey
of DIA ana1yst§ to include the analytical process in DIA, the conditions

and environment in which the DIA analyst works, and the Tevel of skills

“and performance required to do the job. [ ]

Consumer Contact : Thé NIOs have taken the lead in developing

close contacté with NSC and other policy customers to ensure re]evanée
of intelligence analysis to user concerns. NFAC production offices make
simi]ar efforts in their disciplines. The<b1rector of INR has fecent]y
tasked the directors of his production offices to consult with State's
Bureau Chiefs to formulate a quarterly research program to better focus
on the concerns of the Departmént's policymakers. DIA has recently
estab]ishedla birector's Group which will work closely with the Defense
Intelligence Officers and Pentagon leaders to establish a departmental
produption program more responsive to the needs of the offices of the
Secretary of Defense. [:::].

Improved Critical Review: Fundamental to our efforts to improve

the quality of our intelligence product is the toughening of the critical

) Fore: A A'SS&SE. e ¢
review it receives. My Deputy‘Director for National Intelliegense spends the
largest amount of his own time in trying to help provide that kind of

II. Quality of Analysis (3)
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review. [ take a personal hand in this effort in the preparat1on of
Presidential briefings, especially important National Estimates, and
the 1ike. A number of outside consultants have been used in recent
- years to review major products, and a bane] of some 50 such consultants
has been established to review output in all fields under the purview
of the NIO0s. A newTy’g;€2;1ﬁ§%ed Senior Review Panel is now being staffed

41‘ ptOqu "\' r} S (FH’J\\}}
and will ultimately consist of three or four eminent shcolars who will review #-#

- the establishment of an NFAC office-level review panel composed of

"~ porduction managers and senior analysts from the production
offices. This panel would review major intelligence efforts to determine
if the analytical approach is focused on the proper issues and questions.
Service on.the interoffice panel would give our analysts a chance to

~—

broaden their own perspectives and to think in inderdisciplinary terTE:( 25X1

Training: Eaéh of the major production components of the
Inte]]igence Community has attempted to mtaintain active training programs
for the development of area, language, and functional skills. The surveys
curfent]y under way wiT] give production managers a much more specific
inventory of the skills and,backgrounds_of their professional cadre. On
this basis, we should be in a position this year to elaborate specific
training programs and goals to be achieved over a five-year period. [__] . 25X1

Tailored courses'to heighten or refresh certain analytical
ski]]s or broaden éna]ysts' exposure are proving quite he1pfu]. NFAC has
just completed the second runnfhg of a seminar for seasoned}ana1ysts

.1ntendgd to make.them more self-conscious about the anaiytica]

IT Quality of Analysis (4)
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" process--dealing responsibly wiih uncertainty, for example--and to

encourage interdisciplinary work. In the last year or So we have been

quite successful in the specialized tutorial traihing of analysts by
academics brought in from Tocal universities, an intensive economics
workshop for political analysts offered three timg\to a total of 37

students, for example. DIA has set up an applied logic course tailored

“to 1hte11igénce production needs and developed a course in statistics

and probabilities to meet specific DIA requirements. [ |

Language .training continues to be a speciallconcern. CIA

" language training has been traditionally oriented to operational needs

and emphasized speaking ability. The Office of Training fs now developing
new approaches to the teaching of-reading skills, a course 1n

Chinese for economists, for example. This kind of effort should result

in skills that analysts can maintain and the introduction of more primary
sourcés into our analysis. [:]

-

Methodo]ogy‘and Computer Support: The application of new

methodological approaches-and the use of computer support facilities is being
actively iMp1emented_1n the hajor production elements of thé Intelligence
Cdmmunity.A Each of the major production elements of NFAC has a staff

or unit dedicatedvto working with analysts in the application of new
methodologies to the:aﬁa1ytjca1 process. DIA has a very active prograh; during
the last two fiséa]_yeéfs training to ihtroduce analysts to the utilization

of new analytical methodologies énd'sk111s has been given to about 900 DIA

analysts. '[::]

IT Quality of Analysis (5)
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Computer support programs to assist the analyst are widespreadA
in the Community. . CIA and DIA jointly are proceeding with Project SAFE;
the major Community'undertaking in this field. SAFE allows the analyst
to build, retrieve, and manipulate data as well as to search all-source
data bases from his desk. By itself SAFE will not work magic on the
quality of intelligence prbduction, but it will free an analyst to
read, to think, to talk and to write, rather than forcing him to spend
inordinate time managing the 1ncreésing amounts of data. ([:]

During 1979, INR will devote more than 10 percent of its budget
_ to provide improved information handling support, designed to enable INR
to keep pace with other members of.the.Inte1Tigence Community. [::::]

lLateral Entry and Rotational Assignments: In the past year,

NFAC hired professionals with a broad range of background and experience
from outside CIA; about 60 percent were hired between GS-11 and GS-15

(MA tq PhD, with varying work experience). A good deal of attention was
given to possible transfers from‘the CIA Directorate of Opérations

and a numbér of likely candidates have been identified. We also have

a scholar-in-residence program whereby noted researchers come to work

_for us for one or two years and then return to their former posts.

We are making use bf opportunities when they arise to assign
analysts to ofher'agencies of government where they have the opportunity
to eXperience the day-to-day concerns of the Community we serve. At
present, NFAC has two officers assigﬁed to the NSC, seven assigned in

Defense, five in the State Department, two in the Department of Energy,

IT Quality of Analysis (6)
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and one in the Department of Commerce. ’These assignments are effective
in broadening the experience and the sensitivities of our analysts.
Over the past two years, DLA has assigned 10 analysts on rotation for
varying period to NSA, State, 0SD, IC Staff, NFIB, JCS/Studies Analysis

- and Gaming Agency, and internally within DIA, while NSA;'Air Force,

and Army analysts have commenced assignments in DIA. 25X1

} Space: CIA, DIA, and INR are all plagued with problems of
spaccelthat range from extreme dispersal of production units, to facilities
that are structurally unsound and hazardous, to overcrowding. Working

. conditions in NFAC are generally unsatisfactory for the kind of concentrated ﬁt,

analytical work we require. - Most of our people work in -open rooms where $} !T
N
noise and traffic detract from thoughtful work. Particularly in DIA and i 5

INR, the physicai environment is such that the transmission and dissemination *
of compartmented intelligence information cannot be carried out efficiently
and presehts significant security_probiems. For more than five years, DIA
has sought_unsucceséfﬁiiy to secure authorization for a new buflding to
 house its produttion and production suppoft elements, presently scattered
through five separate facilities. ( )_

Some stop-gap méasures are being undertaken. INR is in the process
of moving its fwo largest régionai offices into a single enlarged secure
area. Because additional CIA building space is out of reach, NFAC is
investigating the feasibility of using open pidn offiée designed and
systems furniture. 'If a pilot program demonstrates a significant

improvement 1in space utilization and working environment, NFAC will propose

CII Quality of Analysis (7)
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a major conversion program starting in 1980. ﬁ::::]

]

,The Core of the Problem

Each aspect of this multiple approach will help, but we need

- to delve into the core issues of improving quality of analysis and

policy support as well. At present, we identify three: genuine area
expertise, interdisciplinary approaches to analysis, and sensitiVity

Lt vb’i:
(,aa t“l‘

Areca Expertise: We are thinner than we should be in expertise

N,

to the unexpected. [:]

- on mahy now important regions of the world. Building genuine area (or

res ourteS,
functional) expertise takes commitment,ﬂtime and incentives. [::]

With my strong endorsement and the DDCI's, NFAC is now allocating
mqke GS-15 and éupergrade positions to analytical spécia]ists functions to
improve the career enhancement incentives. NFAC is also considering
estab]ish%ng specialist cadres of analysts (an Afriéan Cadre, European
Cadre, Strategic Warfare Cadre, etc.) to provide analysts who desire and
are competent t6 specialize with specific career prospects as to assignments,
incentives, reciprocal standards, and training. Such a cadre program
would also be aimed at stfengthening our management of anaiytical
resourceé by developing more specific understanding of what kind and how
many ana]ystsAwi11 be needed, and by sustaining a calculated level of
expertise in each specfa]ty; [:::] '

To help get at the quality aspect of the Defense Intelligence
Agencyfs manpowér problems, we:intend to consider legislation to authorize,

among other things, a specialist grade structure, appropriate termination

IT Quality of Analysis (8)
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authority,-and possible examptions from theClassification Act for DIA.
Such a program could provide substantial incentives for good DIA analysts
to stay with production instead of switching to some other career track
Which offers greater upward mobility. If Congress accepts this concept,
I will consider trying it for other production cbmponents as we11.[:::]
We need to increase the exposure of our regional and country

analysts to the territories and societies for which they are responsible.

Without personalized overseas experience they often lack the necessary
‘ sensitivity to the forces affecting events in the countries they cover.

I have earmarked $330 thousand in the FY 1980 budget for NFAC advanced

analyst training--academic training (including language) and overseas
on-the-ground experience--pointed both at more informed analysis and more

career satisfied analysts willing to continue their important work. With

Congressional approval of the FY 1979 budget, we have established ano;uéo&

eleven official slots for NFAC analysts to have two-year PCS assignment
abroad in key countries. This is a very important program, designed both

to improve our analysis in the short term and enhance our analytical

strength over the long run.

A]thdugh INR is ab1e_to benefit from the rotational assignment

of Foreign Sekvice Officers, it is also seeking to establish a program

of overseas assignments for its own permanent cadre. DIA is expanding

its programs for analyst travel to overseas areas and greater employment

of graduates of the Department of Army's excellent foreign Area Specialists

SchooT‘[::::]

IT Quality of Analysis (9)
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One generally underrecoénized aspect of area expertise is
the time required to acquire and to maintain that experfise. Experts
are often also best at the ad hoc policy support thch is one of the most
important functions intelligence can perform. Reserving sufficient time
tb build and freshen expertise, and to do the kind of research and analysis

that really exposes a new topic or iTluminates a perennial issue with

fresh, po]iéy relevant insight, is a very difficult problem for the analyst

and’productionAmanager also trying to be responsive to the full range of
current policy needs. [::]

Interdisciplinary Analysis: In recent years we have found

ourselves better equipped to look at one functional aspect of an intelligence
problem--political, economic or military--than to integrate these

disciplines in a combined attack on complex situations. We are working

hard td overcome this imbalance. The NIOs, whose responsibilities

are region or problem oriented, are our pkincipa] instrument in

the effort. They have responsibilities both for coordination of Community

production and for the integration of disciplinary analysis within NFAC. [:::]

An increasing'number of interdisciplinary efforts have also
been generated1among the various NFAC production offices. Notable in this
regard are the deve]bpment of a full program of analysis on Soviet cruise
missiles and naval forces, which we=-produced an assessment of postulated
Soviet long-range cruise missile systems for land attack, and related
Soviet peréeptions, bptions and capabilities. The creatfon of a Cuban
task force has brought together,in one workspace analysts from a number of

offices to work on a jointly developed program. The Cuba Analytic Center

IT Quality of Analysis (10)
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this past year has done assessments of fhe Castro goverhment's management
of the political, military, economic; and social costs of Cuba's expanding
role in Africa. [::] |

The Office of Economic Research is establishing a Petroleum
Supply Analysis Center which wi]]iﬁring to bear tﬂé}combined talents of
economists,‘geologists, petroleum engineers, computer modelling specialists,
etc., on this key question. To enSure that fhe work of economists,

Qne(’%\] l'\;bﬂ‘awt
geographers, imagery interpreters and otherhspecia1ists on technical

aspects of petroleum supply questions is thoroughly integrated, we

. SJFC r'{-nz ‘QF‘OV'P . L. , .
have also established a pei#eywbﬂﬁ%d to set priorities and otherwise guide
the efforts of the various NFAC offices. [__]

In general, our analysis of Soviet political and military affairs

is now more sensitized to the economic dimension. Unless present economic

trends are reversed, we believe that resource constraints on Soviet

foréign and m111tary policies are likely to grow. In the -
near term--within the next few years--energy shortages seem certain to

confront the Krem]in'with'a_need to ration oil exports more tightly. This

will mean an 1ncreasing1y difficult choice between sacrificing needs of

the USSR's Warsaw Pact allies or foregoing some important hard curréncy
earnings from sales to non-Communist customers. Continued mi]itary.spendinﬁ
at current rates will, if the GNP growth rate is not increased, impact

adversely on growth rates for investment or consumption, or both. Our

~analytical work-aims at anticipating choices among alternative strategies

that the current Soviet leadership seems not yet to have made. Thesé

choices may we]]Ibe left to a successor leadership to make. How they choose,

IT Quality of Analysis (11)
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in turn, will be mediated by intervening factors, such as the course of
the succession, the power and personalities of the new leaders, and the
‘evolution of the USSR's international environment. Our analysis therefore

must pursue a constantly moving target and is attuned to_idéntifying and

tracing those variables whose interaction will determine the outcome. 25X1

In the nuclear proliferation field this past year,
mu1t1disc1p11ngg analyses were integrated into forward-looking assessments
of South African and South Korean political-military threat perceptions,
mi]itéry—industria] decisionmaking processes, and options for nuclear
: deve]opmeht. A comparative economic appraisal of all developing countries'
nuclear and non-nuclear power generating prospects complemented technical
assessments of nuclear energy brograms in Latin Amefican and the Middle
East. Focused éna]yses were also prepared on the bureaucratic politics
of reprocessing in Argentina, Braéi]ian policy toward nuclear power, the
p611tfcs of the International Nuclear Fuel Cycle Eva]dation, and Spanish
views of nuc]eaf cooperation, security and nonproliferation. A set of
country-specific cqliection strategies were developed and a series of
conferences on pro]iferatioh in Northeést Asia, South Asia, and Latin
American were conducted fdr collectors, ana]ysté, aand policymakers.
Expertise on nuclear proliferation was pulled together in all of
Vthis work from within and without the Intelligence Communﬁty, and
1nc]udiﬁg agenciés like the Department of Energy that are both contrjbutors
to and users of nuclear intelligence. [:::] , ‘ , 25X1

‘cher examb]es of NFAC interdisciplinary analysis last year include: |

-- examination of China's interest in acquiring West

-I1 Quality of Analysis (12)
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European technology and equipment;
-- behavior analyses of selected foreign leaders;

== continuing assessments of agricultural crop production

in the USSR, Eastern Europe and China. 25X1

Beyond cross-organizational work on common problems, our 1ongen
term goal in interdisciplinary analysis is to stimulate the development
of more broad guaged individual analytical talent capable of performing
high-quality integrative analysis. [::] 25X1

Sensitivity to the Unexpected: This is perhaps at once the most

“important instinct .of an intelligence analyst and the most difficult to susta1n)
[:Krea expertise here can sometimes become a hazardgypart1cu]ar1y on areas‘

or problems where the main features of the situation have long been clear

and ostensibly little chang}ng. This problem was part of the reason for

del pn e deoth ed e Wecdioness o 480 chratlene do 4k Shuh in Trms

our be]?ted recogn1t18n that Iran was undergoing a sea change %h1s year,

but tpng tested conventional wisdom 1s a potent1a1 trap in many of our

most significant 1nte111gence problems, from Soviet defense mentality to

the Yugoslave succession to the conservat1vé“e;§eﬁee—ef Saudi Arab1a.ﬁ,\[ys ’

are asked fqr.our best judgments on situations, not "cover- any- contingency"

waff]indn Nevérthe1e§;},ﬁn situations whose outcome is vital to US

'Jm
interests, > e must make more of an effort to define, weight and probe

the implications of an‘appropriate range of scenarios. 25X1
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